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The primary intent of this degree paper is to systematically analyze the 
problem of low job performance as a function of low job satisfaction among 
the employees of the bureau and to identify a strategy for ameliorating the 
problem. 
The study employed both quantitative and qualitative research methods; 
analysis of programs and bureau documents relating to absenteeism and 
turnover and frequencies were tabulated to summarize the responses from the 
questionnaires and personal interviews administered and conducted. Job 
satisfaction is a state or attitude of the worker which may be reflected in 
rates of absenteeism, turnover, tardiness, etc. 
Secondary sources such as books, research journals and symposium papers 
were used to further analyze the problem. 
The study found a significant degree of low job performance and job 
dissatisfaction. Rates of turnover, tardiness, and absenteeism were very 
high and responses from the questionnaires, in particular, revealed that at 
least 90 percent of all bureau employees were dissatisfied with their jobs. 
Results of performance evaluation reports indicated that employees (at least 
78 percent) were rated "satisfactory" rather than "above satisfactory" or 
outstanding". The study also revealed a need for employee input into bureau 
policies. 
Upon the analysis of alternative approaches to the problem, the 
implementation of a quality circle model is proposed. 
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IV 
I. INTRODUCTION 
Using an exploratory approach, this paper focuses on the concept of low 
job satisfaction within the Bureau of Personnel and Human Resources, 
Department of Administrative Services, of the City of Atlanta. While 
considerable attention has been paid to low job satisfaction as a serious 
problem affecting the job-related and personal behaviors of employees, 
little attention has been paid to approaches to reduce or ameliorate the 
problem. In recent years, there has been growing concern and dissatisfaction 
with the world of work as it is presently structured. The discussion and 
analysis of low job satisfaction in the Bureau of Personnel and Human 
Resources (BPHR) will be presented in seven parts. 
Part II of the paper presents an overview of the organizational context 
and structure of the Bureau of Personnel's services. Special attention is 
given to the internship experience and to the statement of the problem. 
Part III presents a review of relevant literature, including a 
discussion of the definitions, major theories and relationships between job 
satisfaction and job performance. 
Part IV provides the methods employed in analyzing the problem. This 
includes the use of qualitative and quantitative research methods and data, 
such as exit interview summaries, questionnaires, personal interviews, 
turnover statistics and absenteeism reports. 
1 
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A discussion of the findings is presented in Part V while Parts VI and 
VII offer a conclusion and recommendations, respectively. 
The advantages and disadvantages of three alternative approaches to 
ameliorating the problem are offered and assessed as to their 
appropriateness and adequacy to the resolution of the problem. A "best" 
strategy or approach is proposed for implementation. 
II. THE PROBLEM AND ITS SETTING 
Agency and Unit Description 
The City of Atlanta is one of the largest employers in the metropolitan 
Atlanta area. Employing over 8,000 workers, its organizational structure 
consists of ten (10) city departments with thirty-seven (37) bureaus and 
three (3) adjunct agencies. (See Figure I.) 
The Mayor, as Chief Executive of the city, has responsibility for all 
administrative functions. Policy-making and legislative functions are 
carried out by an eighteen (18) member City Council which is presided over by 
a city-wide elected President. Atlanta's diversity and rapid growth creates 
an ever increasing need for the City of Atlanta to attract, employ and retain 
a variety of qualified people. 
The Agency 
The Bureau of Personnel and Human Resources within the Department of 
Administrative Services manages the central personnel administration for the 
City of Atlanta. The bureau establishes policies and procedures regulating 
personnel matters for city government and is responsible for recruiting and 
employing candidates for employment with the city. Thus, the bureau serves 
(1) the public; (2) all city departments, bureaus and divisions; and (3) all 
city employees. 
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The bureau serves the public by: 
(a) providing information about employment opportunities with the City 
of Atlanta; and 
(b) establishing contracts with potential applicant pools. 
The bureau serves all other city departments, bureaus and divisions by: 
(a) referring applicants for jobs to position vacancies in accordance 
with Civil Service rules and regulations; 
(b) maintaining and establishing the work and salary history of each 
employee; 
(c) verifying employment and other information concerning past or 
current employees in accordance with confidentiality rules; 
(d) checking payrolls quarterly and reporting discrepancies to the 
Payroll Division; and 
(e) answering all questions (for applicants, employees and 
departmental officials) concerning employment procedures and Civil 
Service rules and regulations. 
As can be seen in Figure 2, the bureau is comprised of eight (8) 
divisions, employing a total of forty-five (45) employees, including the 
Director and seven (7) Division Heads. These eight (8) divisions are: 
(1) Administration (5) Certification 
(2) Recruitment (6) Worker1s Compensation 
(3) Classification (7) Evaluation 
(4) Records (8) Employee Development and Training 
The Administration Division is the nucleus of the bureau. Its primary 
functions include: (a) coordinating the activities of all other divisions; 
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(b) coordinating all Civil Service Board functions; (c) coordinating the 
Performance Evaluation program; (d) preparing the annual budget and 
reviewing all division expenditures; (e) establishing policies and 
procedures for city government; and (f) regulating all matters pertaining to 
personnel. 
The Recruitment Division is responsible for identifying and recruiting 
the best available candidates for employment with the City of Atlanta. 
The Classification Division has the primary responsibility for: (a) 
categorizing all positions in city government into similiar occupational 
classes; (b) establishing standards of education, experience, skills and 
abilities (job analysis); (c) analyzing training and experience necessary 
for job classes; and (d) recommending the creation and classification of new 
jobs, abolishing and reclassifying existing classifications and making 
salary adjustments for all job classes. 
The Records Division has primary responsibility for: (a) verifying 
employment by telephone or mail; (b) filing, storing and retrieving 
employees' folders; and (c) compiling statistical data as requested by other 
divisions. 
The Certification Division is charged with: (a) answering any 
correspondence regarding employment; (b) contacting and informing candidates 
of scheduled interviews and appointments; and (c) making equal employment 
opportunity (EEO) checks and informing departments of the need to take 
corrective action. 
The responsibility for setting qualification standards for each job 
class and establishing evaluation criteria lies with the Evaluation 
Division. 
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The Employee Development and Training Division assesses the training 
needs of city employees and coordinates both in-house and outside training 
programs. 
Internship Responsibilities 
From September, 1984 to February, 1985, the researcher served a 
Graduate Internship as a Personnel Analyst in the Recruitment Division of the 
Bureau of Personnel and Human Resources. 
Internship duties and responsibilities included: 
(a) Developing a Recruitment Source File, brochures and other 
recruitment literature; 
(b) Interviewing and screening prospective applicants; 
(c) Participating in expanding recruitment efforts by conducting 
career day workshops (at High Schools, The Atlanta Civic 
Center, etc.), and conducting on-site tours; and 
(d) compiling and analyzing turnover statistics as an indicator 
of future staffing needs and requirements. (See Appendix B 
for Job Description.) 
The Recruitment Division consists of five (5) full-time employees: 
1 Division Head 
1 Personnel Analyst III 
2 Personnel Assistants 
1 Clerk Typist II 
The key decision-making positions are that of Division Head and 
Personnel Analyst III. 
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The Division Head coordinates and supervises all intern activities, 
projects staffing needs, identifies potential recruitment sources for future 
job vacancies and serves as a Legislative Liaison for the bureau. 
The Personnel Analyst III plans and implements the recruitment work 
program of the Application-Intake Section (front desk). This is the 
distribution point for all job information, including vacancy announcements 
and responses to telephone or mail inquiries. In addition, the Personnel 
Analyst III is also responsible for developing recruitment literature and 
for distributing information packages upon request. 
Personnel Assistants, on the other hand, assist in the dissemination of 
all job information and in the initial applicant screening process. Their 
primary responsibilities include data entry, interviewing all applicants and 
responding to telephone and mail inquiries. Responses to mail inquiries must 
be made within ten (10) days of receipt of an inquiry. 
The Clerk Typist II provides all clerical support for the division. 
Statement of the Problem 
The problem of low job performance was observed among the employees of 
the Bureau of Personnel and Human Resources. Intuitively, it was felt that 
low job performance is a function of low job satisfaction and was reflected 
not only in the behaviors displayed by the employees but also in the 
informally conmunicated attitudes of the employees towards: 
1. their work environment; 
2. opportunities for advancement; 
3. ringe benefits; 
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4. work loads; 
5. quality of supervision; 
6. job security; and 
7. salary and wages. 
Given the nature of the services provided by the bureau, low job 
performance cannot otherwise be quantified using such measures as the number 
of applications received, processed, evaluated, etc., in a specified time 
period or the number of applicants actually screened and interviewed. 
Low employee morale, high rates of absenteeism, turnover and tardiness 
have been clearly identified as additional indicators/measures of the 
presence of low job satisfaction within the bureau and are evident in the 
day-to-day functioning of the employees in their respective divisions. 
III. A REVIEW OF RELEVANT LITERATURE 
Definition and Theories of Job Satisfaction 
The literature review is concerned firstly, with the definitions of job 
satisfaction, secondly, with four major theories of job satisfaction and 
thirdly, with an overview of the research relating job satisfaction to 
performance. 
The job satisfaction concept emanates from the notion of psychological 
hedonism, which holds that man seeks pleasure and avoids pain. Although 
definitions of job satisfaction are either stated or inferred in this review, 
selected organizational definitions are restated or formulated for emphasis. 
Thus, Maslow defines job satisfaction in terms of self-actualization on the 
job,l while Herzberg defines job satisfaction in terms of hygiene and 
2 
motivational factors. On the other hand, Adams defines job satisfaction in 
3 
terms of input-outcome factors, while Vroom defines job satisfaction as a 
^Abraham H. Maslow, Motivation and Personality (New York: Harper and 
Row, 1954), pp. 38-53. 
2 
Frederick Herzberg, Bernard Mausner, and Barbara Snyderman, The 
Motivation to Work (New York: John Wiley and Sons, 1959), pp. 58-59. 
3 
J. Stacey Adams, "Toward an Understanding of Inequity," Journal of 
Abnormal and Social Psychology (November 1965), pp. 442-436. 
11 
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function of instrumentality of the job, for attaining other outcomes and the 
valence of these outcomes.^ 
The various psychological and organizational theories of job 
satisfaction may be categorized into "process" or "content" theories. 
Process theories attempt to provide an explanation of the processes which 
enable people to choose among alternative courses of action, the degree of 
effort expended and persistence over time. Ivancevich, Szilegyi, and 
Wallace assert that: 
Process theories first try to define the major 
variables which are necessary to explain choice, 
effort and persistence. 5 
For instance, "incentives", "drives", "reinforcement", and "expectancy" are 
variables appearing in various models. Such theories, then, attempt to 
specify how the major variables interact to influence particular dependent 
variables. A simple example might be the assertion that an individual will 
choose the course of action that leads to outcomes with the greatest utility 
for him. Drive theory, reinforcement theory, expectancy theory and equity 
theory are all process theories. 
The work of J. S. Adams is associated with "Equity Theory," which 
contends that employees compare each other's performance and levels of 
compensation. Equity theory suggests that an individual compares inputs 
(for example; effort, skill, education and job performance) and outcomes 
Victor H. Vroom, Work and Motivation (New York: John Wiley and Sons, 
1964), pp. 175-176. 
^John M. Ivancevich, Andrew D. Szilegyi, and Mark J. Wallace, Jr., 
Motivation and Performance (California: Goodyear Publishing Co., 1977), p. 
99. 
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(for example; pay, promotion and recognition). If these are not in balance 
(inequity), the person is motivated to behave in a manner to bring the input- 
outcome ratio in balance (equity).^ 
Expectancy theory, another example of a process theory, was developed 
by Vroom and consists of the following three key elements: (1) Expectancy; 
(2) Instrumentality; and (3) Valences.^ Expectancy involves the beliefs or 
perceptions that employees hold about the relationships between effort and 
performance. Employees must feel that by trying harder or doing something 
different they can improve their performance. Instrumentality refers to 
employees' beliefs about the relationship between performance and rewards. 
There must be a belief that better performance will result in higher 
compensation. Valences means the value of the rewards to employees. 
Employees must regard the higher compensation or other reward as valuable 
enough to warrant the extra effort to improve performance. 
Content theories, on the other hand, are those that attempt to specify 
and codify the drives that motivate man. Ivancevich, Szilegyi, and Wallace 
assert that: 
Content theories are more concerned with trying 
to specify the substantive identity of the variables 
that influence behavior and less so with the process 
by which they do it. 8 
^Adams, "Toward an Understanding of Inequity," p. 422. 
O 
Ivancevich, Szilegyi, and Wallace, Motivation and Performance, p. 99. 
^Victor H. Vroom, Work and Motivation, p. 175. 
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For instance, what are the specific rewards people want? What incentives are 
most powerful? Thus, a content theory may try to identify the specific 
entities within a more general class. For example, it may assert that 
promotion, salary increases, recognition, job security and friendly co¬ 
workers make up the general variable we call job performance outcomes. 
Although there are usually additional statements which imply how these 
variables influence the individual, content theory is not concerned with 
specifying the precise form of the interactions among variables. 
Perhaps the two foremost "content" theorists in the area of job 
satisfaction are Abraham Maslow and Frederick Herzberg. 
Maslow theorized that human needs could be divided into five 
hierarchically related classifications. These are: (1) physiological needs; 
(2) safety and security needs; (3) social and belongingness needs; (4) ego, 
q 
status and self-esteem needs; and (5) self-actualization needs. Three 
basic assumptions underlie this theory. First, unsatisfied needs stimulate 
behavior while satisfied needs do not. Second, human needs range from the 
most basic (e.g. physiological) upward to more complex need levels (e.g. 
esteem). Third, individuals must, at least minimally, satisfy a lower level 
need before attempting to satisfy a higher level need. 
According to Maslow, then, physiological needs are most basic, and in 
general, are represented by a desire for food, drink and other primary human 
needs. When physiological needs have been satisfied, the individual seeks 
the satisfaction of safety and security needs. Here the individual would be 
Maslow, Motivation and Personality, p. 38. 
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concerned with stability, dependency, protection, freedom from fear, anxiety 
and chaos, structure, order, law and so forth. Only after safety needs have 
been minimally satisfied does an individual allow social needs such as love, 
affection and belongingness to become motivationally salient. The esteem 
level of Maslow's hierarchy includes the desire for strength, achievement, 
adequacy, mastery, independence, reputation and prestige. The highest level 
in the need hierarchy is the full self-actualization phase where an 
individual fulfills his/her self by using his/her maximum skills and 
i*i*.- 10 
abilities. 
Maslow's theory implies that there are certain prerequisite 
conditions for the satisfaction of basic needs. Such conditions are freedom 
to do what one wishes as long as it does not harm others, freedom to seek 
information, freedom to defend oneself, justice, fairness and honesty. 
While these conditions are not ends in themselves since they are so closely 
related to basic needs, they can be considered tantamount to the basic needs. 
Moreover, these conditions are important because without them the 
satisfaction of basic needs is severely limited. 
Herzberg's motivational-hygiene theory is based on a study involving a 
series of interviews with 200 accountants and engineers. He postulated that 
the job environment can be viewed in terms of two broad areas: (1) hygiene; 
and (2) motivational factors.^ 
Hygiene (extrinsic) factors are similar to Maslow's physiological 
needs, security needs and belongingness needs. If present, these hygiene 
10 Ibid. 
11 
Herzberg, Mausner, and Snyderman, Motivation To Work, p. 59. 
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factors do not motivate the employee. Yet, the lack of these factors creates 
bad feelings and a condition of dissatisfaction. Thus, Herzberg's 
motivational (intrinsic) factors correspond with Maslow's esteem and self- 
actualization needs. If these motivational factors are not present, no 
employee dissatisfaction results. When present, however, these factors 
12 
generate good feelings and act as motivators. 
It is apparent that both kinds of factors meet the needs of the 
employee, but it is primarily the "motivators" that serve to bring about the 
kind of job satisfaction and performance improvements that employers seek 
from their employees. 
In terms of components of the work place or work environment, as can be 
seen in Table 1, there appears to be a consistent relationship between the 
assignment of job characteristics to the levels within the hierarchy. 
The Relationships Between Job Satisfaction and Performance 
Unquestionably, it is the connection between job satisfaction and 
performance which has generated the most research and theoretical interest. 
A review of the literature concerning the relationship between these two 
variables reveals two major viewpoints. The first view is that satisfaction 
leads to performance; a position generally associated with the Human 
12 
Extrinsic factors are those that are external to the job or m the 
context of the job (e.g., job security, company policies, etc.). Intrinsic 
factors are those directly associated with the content of the job itself 




Relations School. The second holds that performance leads to job 
satisfaction and that this relationship is moderated by a number of other 
variables. 
Beginning with Frederick Taylor's research on the effects of work 
methods on productivity and performance, behavioral scientists have 
investigated the factors that affect employee performance and job 
satisfaction.^ Among these factors are work conditions, economic rewards, 
group cohesion, individual growth and organizational climate. Because job 
satisfaction and job performance seem to depend on the interaction between 
individual needs and all the other factors, it is difficult to conclusively 
delineate their causes. 
Job Satisfaction Leads to Performance 
The premise of the job satisfaction leads to performance view is a that 
high job satisfaction leads to high performance. The human relations 
movement, with its emphasis on interpersonal factors, job satisfaction and 
the importance of informal groups, provides an important stimulant for the 
study of job attitudes and their relationship to human behavior in 
organizations. 
The Human Relations School views workers as having non-economic needs 
on the job and as being potentially motivated through the satisfaction of 
those needs. Proponents include Elton Mayo's Hawthorne Studies; Frederick 
Taylor's piece-meal emphasis on performance; Douglas McGregor's Theory X; 
Theory Y Managerial Assumptions; and Maslow's Hierarchy of Needs. 
^Frederick W. Taylor, The Principles of Scientific Management (New York: 
Harper and Bros., 1919). 
TABLE 1 
MASLOW'S HIERARCHY OF NEEDS IN RELATION TO WORK COMPONENTS 
Maslow's Need Levels Job Characteristics 
(1) Physiological Pay and Financial Considerations 
Heating and Ventilation 
Work Conditions 
(2) Safety and Security Safe Working Conditions 
Job Security 
Fringe Benefits 
(3) Social Quality of Supervision 
Compatible Work Groups 
Professional Affiliations 
(A) Esteem Job Title 
Responsibility 
Merit Pay Increases 
(5) Self-Actualiaation Challenging Job 
Creativity 
Opportunities for Advancement 
Source: LaVerne J. Hunter., 1985. 
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During the 1930's and 1940's, many studies were conducted to determine 
the correlates of high and low job satisfaction. Such studies related job 
satisfaction to such variables as seniority, age, sex, education and income. 
Kornhauser and Sharp assume the existence of a positive relationship between 
job satisfaction and job performance by routinely studying their correlation 
in a number of industrial settings. Little attention was directed, however, 
at finding out why such a relationship existed. ^ It is not difficult to see 
how the assumption that high job satisfaction leads to high job performance 
came to be popularly accepted during the 1930's and 1940's. Not only did it 
reflect the value system of the human relations movement, but there also 
appeared to be a wealth of data to support this viewpoint. In the Western 
Electric Hawthorne studies, evidence from the Relay Assembly Room revealed 
an association between increased employee performance and an increase in job 
. , . 16 
satisfaction. 
In an exhaustive critical review of the research, Brayfield and 
Crockett conclude that satisfaction on the job does not necessarily imply 
strong motivation to outstanding performance. Their study revealed, 
however, that there exists no pervasive relationship between employee 
attitudes and performance on the job but that job satisfaction is positively 
related to withdrawal symptoms such as absenteeism and turnover.^ 
In a review of over a decade of research conducted by the Survey 
A. A. Kornhauser and A. W. Sharp, "Employee Attitudes: Suggestions 
From A Study in a Factory," Personnel Journal 10 (May 1932), p. 393. 
^F. J. Roethlisberger and William Dickson, Management and the Worker 
(Cambridge: Harvard University Press, 1939), p. 522. 
^A. H. Brayfield and William H. Crockett, "Employee Attitudes and 
Performance," Psychological Bulletin 52 (January 1955), p. 396. 
20 
Research Center at the University of Michigan, Kahn concludes unequivocally, 
that the two do not necessarily go together and that employees in highly 
productive work groups were no more likely than employees in low-producing 
18 
work groups to be satisfied with their jobs. 
Herzberg, Mausner, and Snyderman reached a somewhat similar conclusion. 
Of twenty-six (26) studies conducted, fourteen (14) revealed that employees 
with positive job attitudes had higher performance rates than those with 
negative attitudes. In nine (9) studies, performance and job satisfaction 
were not related while in three (3) studies, employees with positive job 
attitudes showed lower performance rates than those with negative attitudes. 
Although Herzberg and his colleagues point out the low correlations obtained 
in the studies, they are slightly more optimistic than Kahn and claim that 
there is enough data to justify attention to attitudes as a factor in 
19 
improving employee performance levels. Again, no appreciable relationship 
was shown to exist between the two (2) variables; job satisfaction and job 
performance. 
More recent studies indicate that a low but more consistent 
relationship exists between performance and job satisfaction. Vroom 
reviewed twenty-three (23) studies and found a median correlation of +.14 
between job satisfaction and performance. The correlation between the two 
20 
(2) variables was positive in twenty (20) cases and negative in three (3). 
18 
Robert L. Kahn, "Productivity and Satisfaction," Personnel Psychology 
13 (Autumn 1960), p. 275. 
19 
Herzberg, Mausner, and Snyderman, The Motivation to Work, p. 59. 
20 
Vroom, Work and Motivation, p. 175. 
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Georgopoulos, Mahoney, and Jones, using a path-goal theory of 
motivation, seem to hint at why a relationship exists between job 
satisfaction and job performance. Job satisfaction, using a path-goal 
theory, is closely affected by the number of rewards that employees derive 
from their jobs and the level of performance is affected by the basis for the 
attainment of rewards. Thus, employees are satisfied with their jobs to 
the extent that their jobs provide them with what they desire, and they 
perform effectively to the extent that effective performance leads to the 
attainment of their desires. 
Performance Leads to Job Satisfaction 
Lawler and Porter suggest that the level of performance is a causal 
factor in job satisfaction. Rewards are seen as reinforcing variables. For 
example, performance may lead to rewards which in turn produces job 
22 
satisfaction. There are both intrinsic and extrinsic rewards. Intrinsic 
rewards are those associated directly with accomplishment, opportunities for 
advancement, increased responsibility and the job itself. Intrinsic rewards 
flow immediately and directly from the individual performing the job and can 
be considered a form of self-reward. On the other hand, extrinsic rewards 
are those that are either external to the job or in the context of the job 
(i.e., job security, improved work conditions, pay, fringe benefits 
21 
Basil S. Georgopoulos, Gerald Mahoney, and Nyle Jones, "A Path-Goal 
Approach to Productivity," Journal of Applied Psychology XLI (January 1957), 
pp. 345-353. 
22 
Edward E. Lawler and W. Lyman Porter, "The Effect of Performance on 
Job Satisfaction," Industrial Relations VII (October 1967), pp. 20-28 
22 
and praise). These rewards are administered by the organization; the 
organization must first identify good performance and then provide the 
appropriate reward. Perceptions of equity were also inferred in these 
studies as a relevant variable since job satisfaction may, to a certain 
extent, be a function of the perception of levels of rewards given to others. 
The research of Cherrington, Reitz and Scott suggest that the type of 
reward system under which employees perform, might strongly influence the 
performance-satisfaction relationship. Their studies reveal that by 
manipulating the contingencies of a reward system, one can create conditions 
under which satisfaction and performance can be either negatively or 
24 
positively related. 
Skinner, Berlyne, Bindra and Weiskrantz conducted research that 
supported the proposition that there are at least three (3) types of 
25 
performance-reward systems. These are: 
(1) Positive Contingency Rewards are those based directly on 
performance. Under this reward system it is hypothesized that a 
positive correlation exists between job satisfaction and job 
performance; 
24 
D. L. Cherrington, H. J. Reitz and William E. Scott., "Effects of 
Rewards and Contingency Reinforcement on Satisfaction and Task Performance," 
Journal of Applied Psychology 55 (March 1971), pp. 531-536. 
2 S 
See, B. F. Skinner, Contingencies of Reinforcement Analysis (New 
York: Appleton-Century Crofts, 1969); D. E. Berlyne, "Arousal and 
Reinforcement," Symposium Paper (Lincoln: University of Nebraska Press, 
1967); D. Bindra, "Motivation on General Activity and Instrumental 
Behaviors," Psychological Review 74 (1967), pp. 151-182; and L. Weiskrantz, 
Analysis of Behavioral Change (New York: Harper and Row, 1968). 
23 
(2) Negative Contingency Rewards are those based on factors inversely 
related to performance. For instance, low producers are rewarded 
while high producers are not rewarded, thus producing a negative 
correlation between job performance and job satisfaction; and 
(3) Random Rewards are those distributed on bases independent of 
performance. 
Two more recent empirical studies lend considerable support to the 
proposition that performance leads to job satisfaction. Bowen and Siegel 
reported significantly stronger correlations between performance and job 
26 
satisfaction than found by Lawler and Porter. 
Green reported finding significant correlations between performance and 
subsequently granted rewards and between rewards and subsequent 
satisfaction. These findings also seem to uphold Lawler and Porter's 
findings.^ 
The relationship between performance and rewards is complex because in 
reality there is at least one intervening variable and more than one 
contingency involved. In addition, there are other causes of performance 
that may have a more direct bearing on a particular problem and questions 
regarding the appropriateness of the reward itself. For example, what is 
rewarding to one person may not necessarily be viewed as rewarding by another 
person. 
26 
D. Bowen and J. P. Siegel, "The Relationship Between Job Satisfaction 
and Performance," American Psychological Journal 13 (September 1970) pp. 18- 
21. 
27 
Charles N. Green, "Sources of Direct Causal Influence: Satisfaction- 
Performance Relationships," Journal of Applied Psychology 58 (January 1973), 
pp. 95-100. 
24 
The Relationship Between Job Satisfaction and Equitable Treatment 
Extensive review of the research conducted by Lawler, Pritchard and 
Karasick, Friedman and Goodman, and Carrell and Dietrich reveals support for 
28 
equity theory as it relates to performance and job satisfaction. As 
previously stated, equity theory assumes that employees compare their job 
inputs and outcomes with those of their co-workers. Employees who perceive 
themselves in an equitable situation will seek to reduce inequity by one or 
more of several methods. These methods include increasing absences and 
voluntary termination. Adams proposes that inequity is a source of tension 
that results from input-outcome discrepancies, and that the greater the 
feeling of inequity, the greater the drive to reduce the tension. To reduce 
perceived inequity, an employee may alter job inputs or outcomes, may leave 
29 
the job, etc. 
March and Simon postulate the existence of three (3) factors which have 
an impact on job satisfaction, and in turn, affect an employee's propensity 
to leave the organization. These three factors are: (1)conformity of job 
28 
See, E. E. Lawler, "A Correlational Analysis of The Relationship 
Between Expectancy Attitudes and Performance," Journal of Applied Psychology 
52 (September 1968), pp. 462-468; R. Pritchard and B. W. Karasick, "The 
Organizational Climate," Organizational Behavior and Human Performance 
(October 1973), pp. 126-146; A. Friedman and P. Goodman, "Wage Inequity, 
Self-Qualification and Productivity," Organizational Behavior and Human 
Performance 2 (May 1967), p. 406; M. R. Carrell and J. E. Dietrich, "Equity 
Theory: The Recent Literature, Methodological Considerations, and New 
Directions," Academy of Management Review (June 1978), p. 17. 
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characteristics; (2)instrumental relationships on the job; and (3) 
30 
compatability of work requirements. 
Vroom proposes a strong conceptual link between equity and job 
satisfaction. To Vroom, satisfaction on the job is determined solely by 
31 
rewards derived from inputs. Additional studies provide support for the 
notion that the perception of equity is related to job performance. Clark's 
findings indicated that employees try to balance pay with performance, and 
that older, higher paid, less educated, better performers feel more 
32 
satisfied with their pay levels. 
Smith, Kendall, and Hulin found that employees tend to assess equity 
33 based on some internal standard set for themselves. Carrell's study 
revealed that employee perceptions of equitable treatment were most affected 
when the organization altered its pay system. If the alteration resulted in 
payincreases for only 50 percent of its employees escalating feelings of 
34 
inequity and lower job performance was seem among the remaining employees. 
Research conducted by French related equity to voluntary terminations 
and revealed significantly higher average scores of perceptions of equity in 
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26 
four (4) of seven (7) areas of the work environment. These areas were 
supervision, working conditions, intrinsic and social aspects. J 
In reviewing the relationships between job satisfaction and job 
performance, the researcher adheres to the view that performance leads to job 
satisfaction, and that the relationship is moderated by rewards, and is a 
causal factor for withdrawal behavior, such as absences and voluntary 
terminations. This view further substantiates that low job satisfaction is 
negatively related to low job performance and that the implementation of some 
type of participative management program would reduce or ameliorate these 
problems. 
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IV. METHODOLOGY AND SAMPLE DESCRIPTION 
Method 
This study employs both quantitative and qualitative research methods. 
As previously mentioned, job satisfaction is a state or attitude of the 
worker which may be reflected in rates of absenteeism, turnover, tardiness, 
etc. 
A questionnaire was developed to determine the degree to which low job 
satisfaction and low performance exists within the bureau. Questionnaires 
were administered to all thirty-seven (37) staff employees within the Bureau 
of Personnel and Human Resources, excluding the director and seven (7) 
division heads. An accompanying cover letter briefly explained the purpose 
of the questionnaire, the uses to which the data would be put and an 
assurance of anonymity, confidentiality and the voluntary nature of the 
respondent's contribution. 
Each questionnaire, divided into five (5) sections, covered areas such 
as: (1) quality of supervision; (2) work environment; (3) intrinsic job 
factors; (4) transportation and absenteeism patterns; and (5) personal 
information. The questionnaire contained one open-ended question which 
provided maximum flexibility in responding to how each employee feels about 
his/her job (see Appendix A). 
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Analysis of turnover, absenteeism, and performance evaluation reports 
covering the 1984 to 1985 period, was made. Rates were reviewed to determine 
reasons for the high percentages. In reviewing performance evaluation 
reports, summaries were made to determine the ratings and explain the 
criteria used to measure the performance levels of bureau employees. 
Analysis of past programs were also made such as review of the Employee 
Assistance Program and the Exit Interview Program. This included an 
assessment of the goals of each program, criteria for referral and reasons 
for program failure. 
Personal interviews were conducted with the director and seven (7) 
division heads to determine whether a need for a job enrichment program 
exists within the bureau. See Appendix D which contains the Interview 
Schedule and researcher observations. 
Sample Description 
The sample population consisted of thirty-seven (37) employees, 
excluding the director and seven (7) division heads. As can be seen in Table 
2, seven (7) respondents were white and thirty (30) were black. Of these 
numbers, 84 percent were females and 16 percent were males. Ninety percent 
of all respondents were between the ages of 26 and 45 years old with at least 
two or more children. An overwhelming number of respondents were married (96 
percent) and highly educated, having received at least two or more years of 
college. It is apparent by this data that the bureau employs more females 
than males and more blacks than whites. 
TABLE 2 
CHARACTERISTICS OF BPHR PERSONNEL 
Age (In Years) 
19-25 26-35 36-45 46+ 
Race B W B W B W B W 
Males 3 2 - 1 
Females 1 - 7 4 15 1 2 1 
N=37 
Single = 3 (2 black females and 1 white female) 
Divorced = 2 (2 black males) 
Married = 32 employees 
2 or more years of college = 34 employees 
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V. FINDINGS 
Employees' Satisfaction with Quality of Supervision 
within the Bureau of Personnel and Human Resources 
As previously mentioned, the questionnaires were designed to determine 
the extent to which low job satisfaction and low performance exist within the 
bureau. A response rate of one hundred percent was obtained. 
Respondents were asked to react to statements designed to assess their 
feelings regarding the quality of supervision within their respective 
divisions. Data for the question regarding "Quality of Supervision" is 
summarized in Table 3. The findings revealed that an average of ninety 
percent of responses revealed strong disagreement with the statements that 
their supervisors: (1) adhere to the same rules that govern the employees; 
(2) always explain bureau policies to employees; (3) distribute the workload 
evenly; (4) encourage suggestions from their employees and input; and (5) 
allow them to take advantage of training courses provided by the Employee 
Development and Training Division. 
Respondents were also asked to select the adjective or phrase that best 
describes their work environment. The questions, designed to assess 
employees' feelings regarding their work environment, are summarized in 
Table 4. Responses revealed that 87 percent felt that their work schedule 
was too long and inflexible and would welcome another scheduling 
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TABLE 3 
QUALITY OF SUPERVISION 
Responses 
QUESTIONS # % 
(1) My supervisor adheres to the same 
rules regarding lunch times, breaks, 
etc. as I do. 33 90% Strongly Disagreed 
(2) My supervisor always explains bureau 
policies to me. 33 90% Strongly Disagreed 
(3) The workload is evenly distributed. 35 90% Strongly Disagreed 
(4) My supervisor encourages suggestions 
and employee input. 32 88% Strongly Disagreed 
(5) My supervisor allows me to take 
advantage of training courses given 






QUESTIONS # % 
(1) My work schedule is... 32 87% Too Long/Inflexible 
(2) The bureau provides lunch 
and break periods that are... 34 93% Not Long Enough 
(3) Free beverages are served in 
the work space... 34 91% Never 
(4) My work environment is... 34 93% Unsatisfactory 




alternative. Ninety-three percent of the responses reflected 
dissatisfaction with the length of lunch break periods, said to be not long 
enough. The majority response for whether or not free beverages are provided 
in each division was never; 91 percent agreed with this question. 
Respondents also felt that the overall work environment was unsatisfactory 
and this feeling was reflected in ninety-three percent of the responses. 
The data summarized in Table 5 reflects the majority responses to 
intrinsic job factors. Each employee responded using the following scale: 
Excellent (E); Very Good (VG); Average (A); and Poor (P). 
The following factors were viewed as poor by respondents: job security 
(92 percent): opportunity for advancement (88 percent), and relationships 
with their supervisors (90 percent). The following job factors were 
considered average: benefits (93 percent) workload (90 percent); 
relationships with co-workers (89 percent); and the quality of supervision 
(79 percent). Interestingly, all respondents (100 percent) agreed that 
bureau policies, procedures and administration were poor. 
Responses to the questions regarding transportation and/or tardiness 
revealed that approximately 90 percent were late to work at least once a 
week. The primary reason for this tardiness was indicated as the need to 
conduct personal business such as appointments (dental, medical and/or 
optical, in nature). Responses also revealed that 92 percent drove their own 
cars to work and all respondents (100 percent) have the same work schedule 
(8:15 a.m. to 5:15 p.m.) and would like an alternative schedule. 
Responses to the open-ended question; "In one or two sentences sum up 
how you feel about your job" are summarized in Table 6. The number of times 
TABLE 5 
INTRINSIC JOB FACTORS 
Responses 
Intrinsic Job Factors # % 
Job Security 34 92%-P 
Opportunity for Advancement 33 89%-P 
Wages and Salary 34 91%-P 
Benefits 34 93%-A 
Relationships with co-workers 33 89%-A 
Workload 34 90%-A 
Quality of Supervision 29 79%-A 
Relationship with Supervisor 34 90%-P 




each worker cited each response is also indicated. 
The majority of the responses revealed that workers are not satisfied 
with their jobs, feel stagnant in their current position, hate their jobs and 
also feel that their supervisors do not like them. Approximately 90 percent 
of the responses revealed these predominant feelings. 
Absenteeism Within the Bureau of Personnel 
Just as the questionnairë responses reflect feelings of low job 
satisfaction, absenteeism can be seen as an additional measure. An absence 
can be described as "any failure to report on the job when scheduled to do 
so, regardless of whether such failure is excused." Excluded from this 
definition are all failures to report due to illness as well as job-related 
and non-job related accidents. In addition, scheduled vacations, holidays 
or pre-arranged leaves of absence in excess of five days are not counted as 
job absences. Absences within the bureau are categorized into four areas: 
(1) Scheduled absences occur when advanced notice and approval has 
been given by the supervisor or top management; 
(2) Unscheduled absences occur when some unforeseen circumstance 
necessitates that the employee stay away from work, for instance a 
death or an accident; 
Interestingly, the responses to this question for the most part were 
three to four sentences long (instead of one to two sentences long as 
requested by the questionnaire) which seemingly indicates a need for 
employees to express themselves, to participate in the decision-making 
process or policies affecting their divisions and to be given more 
consideration. 
TABLE 6 
HOW EMPLOYEES FEEL ABOUT THEIR JOBS 
Number of times 
How employees feel each response 
about their jobs % was cited 
I am not satisfied here 90% 30 
Bureau needs job-rotation 10% 12 
I feel stagnant here 90% 14 
I hate my job 90% 30 
The bureau does not care 70% 14 
My job is boring 89% 29 
Supervisors have negative 




(3) Authorized absences occur when the absence is approved by the 
supervisor or top management; and 
(4) Unauthorized absences occur when no approval has been granted by 
the supervisor or top management. 
There are many job related factors that influence an employee's 
decision whether or not to go to work. Absenteeism seems highest in work 
groups where employees perform one step (often perceived as minor) in a 
multifunctional process. The employee must be made to feel that his/her 
contribution is important to the total operation of the bureau. 
Costs of Absenteeism for the Bureau, Employees and the Taxpayer 
According to the United States Bureau of Labor Statistics, absenteeism 
costs employees and the economy more than $20 billion a year in lost pay 
alone. In addition, employers spend over $10 billion a year in sick pay and 
$5 billion in fringe benefits that continue whether or not the employee is 
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absent. The problem of absenteeism can result in certain costs for not 
only the bureau, but to the employee and to the taxpayer, as well. 
The impact that absenteeism has on the bureau is subtle, but damaging. 
Poor performance and low job satisfaction may, in turn, be causal factors in 
absenteeism. Excessive absenteeism, if ignored by top management, can 
create negative feelings within the work groups or divisions. For example, 
if a co-worker is frequently absent and others are held responsible for 
his/her share of the workload, the employees may question the fairness of the 
37 
Jeffrey Gandz and Alexander Mikalarhki, "Absenteeism: Costs, Causes 
and Cures," Business Quarterly 45 (September 1980), pp. 22-29. 
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bureau's policies and management's competence in handling these types of 
problems. This cycle may, inadvertently, lead to widespread dissatisfaction 
throughout the bureau. 
Absenteeism also costs the employee by eroding his/her protection 
against income loss in the event of an accident or illness and may deprive 
the employee of extra service credits upon retirement. For example, 
employees are paid for accumulated sick leave. Accrued sick leave also pays 
off at retirement since forfeited and unused sick leave count as service 
time. 
Absenteeism can be costly to the taxpayer due to the fact that when 
absenteeism rises performance drops and, subsequently, citizens get less for 
their tax dollar. For instance, when an employee is absent or on sick leave, 
the agency must still pay the employee's share of social security, retirement 
and health insurance. 
Unfortunately, the Bureau of Personnel and Human Resources does not 
compute its absenteeism rates. The figures in Table 7 were derived from a 
review of the time sheets of each employee in each division from September 
1984 to March 1985. All absences reflected in Table 7 are classified as 
unauthorized absences and are based on such reasons as: (a) illness on the 
job; (b) excessive tardiness; (c) leaving work half-a-day (1/2); (d) over¬ 
extended lunch breaks or rest periods; (e) phoned-in absences; and (f) 
complete no-shows for the day. 
As can be seen, a total of 686 absences was recorded over two quarters. 
This is rather high considering that there are only a total of five employees 
in each of the eight divisions. This suggests that there exists a job 
satisfaction problem that is widespread or epidemic throughout the bureau. 
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According to Table 7, then, the Records Division had the highest number 
of absences at 129, while the Administration Division and Worker's 
Compensation Division had the fewest absences at 56 each. 
Employee Turnover Rates 
Just as absenteeism can be seen as an indicator of low job satisfaction, 
a high turnover rate is an additional measure. Review of the types of jobs 
vacated during 1984 revealed that fewer routine clerical-type and/or lower 
paying positions were vacated. Moreover, fewer males than females vacated 
their positions. It became apparent that professional-level workers were 
most likely to leave first. 
Table 8 shows the turnover that has occurred within the bureau over a 
ten month period in 1984. Approximately ten positions were vacated resulting 
in a turnover rate of twenty-one percent. The Clerk III who left on March 4, 
1984 replaced the one who left on January 4, 1984. The Equal Employment 
Opportunity Technician who left on July 23, 1984 replaced the one who left on 
April 17, 1984. The same pattern can be seen with regard to the Personnel 
Analyst III position. For instance, the Personnel Analyst who left the 
bureau on October 10, 1984 replaced the one who left on August 10, 1984, 
which indicates that the position was filled for less than a two month 
period. 
Costs of Turnover 
The costs of turnover can take three forms: 
TABLE 7 
ABSENTEEISM RATES BY DIVISIONS WITHIN THE BUREAU OF PERSONNEL 
DIVISIONS 
MONTH REC W/C RDS CERT E/T ADM EVAL CLASS 
Sept 17 5 16 18 9 7 22 12 
Oct 10 5 24 12 10 7 5 4 
Nov 10 4 10 3 8 6 9 11 
Dec 8 6 18 6 15 9 6 14 
Jan 13 11 30 23 26 14 21 10 
Feb 10 15 18 14 24 12 6 19 
Mar 14 10 13 12 16 11 17 11 
TOTAL 82 56 129 88 108 56 86 81 
GRAND TOTAL 686 
DIVISION KEY 
REC = Recruitment E/T = Employee Development and Training 
W/C = Worker's Compensation ADM = Administration 
RDS = Records EVAL = Evaluation 
CERT = Certification CLASS = Classifications 
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TABLE 8 
TURNOVER STATISTICS FOR 1984 WITHIN THE 




Clerk III 12 01/04/84 
Clerk III 14 03/04/84 
Personnel Analyst IV 18 02/27/84 
Equal Employment Opportunity Technician 12 04/17/84 
Claims Investigator 12 05/31/84 
Secretary I 14 07/23/84 
Equal Employment Opportunity Technician 14 07/26/84 
Personnel Analyst III 12 08/10/84 
Personnel Analyst III 12 10/01/84 
Personnel Assistant II 12 10/04/84 
Turnover Codes 
12 = Dismissed 
14 = Resigned 
18 = Retired 
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(1) The cost of recruiting replacements; 
(2) The variable costs of training replacements; and 
(3) The costs of understaffing for remaining bureau employees and the 
city. 
Training and recruiting employees could become costly for the bureau 
and the city. The bureau loses a substantial investment in human capital 
when employees leave. The human capital point of view recognizes that an 
employee who leaves is not 100 percent replaceable by another individual. 
This is so even if the replacement were to have identical aptitudes and 
38 
qualifications. This is because an employer's investment in the form of 
time, energy and actual dollars (in orienting, training and adapting the 
employee to the organization's specific needs) increases over time. 
It is also apparent that subsequent understaffing could lead to 
increased employee overtime and reduced services to the public and the city. 
In addition, voluntary termination could result in disrupted teamwork and 
low morale among remaining employees. Understaffing impairs the 
effectiveness and performance level of the remaining employees. 
The variable cost has proven an elusive cost to estimate because the 
bureau apparently keeps no records of this functional area. This is so in 
the case of special recruitment for affirmative action purposes. In 
addition, there is little consistency in the methods of estimating 
recruitment costs. Thus, it is not feasible to use public sector estimators. 
38 
Jan Margolis, "Cost Effective Human Resource Development in Health 
Care," Training and Development Journal (January 1977), p. 3. 
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Measuring Job Performance 
The performance evaluation system is the only formal, standardized 
procedure used by the Bureau of Personnel and Human Resources to document its 
employee job performance and development potentials. Performance 
evaluations are conducted annually. In theory, the bureau uses performance 
evaluations to: 
(a) assess the potential of employees for training and development 
programs ; 
(b) design and implement merit and incentive wage systems; 
(c) determine whether employees receive appropriate compensation for 
their particular functions and positions in the bureau; 
(d) identify and modify dysfunctional work behavior; and 
(e) provide documented evidence to support disciplinary actions. 
In practice, however, the bureau's performance evaluation system does 
not adequately achieve these objectives. Problems result primarily from the 
design of the system, the inability of supervisors to use the Rating Handbook 
guidelines to objectively rate their employees, and poor communication of 
39 
ratings to employees. 
Review of the 1984 performance evaluation reports for bureau employees 
revealed that only 2 percent received a rating of Highly Satisfactory; 78 
percent were rated Satisfactory; 18 percent were rated Marginal and 2 percent 
were rated Insufficient. Interestingly, none of the employees received an 
39 
The "Rating Handbook" is a City of Atlanta publication used by 
supervisors to appraise employees. 
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Outstanding rating. See Appendix C for the performance evaluation form used 
to appraise bureau employees. 
Exit Interview Findings As An Indicator of Low Job Satisfaction 
Exit interviews were conducted to determine the reasons why employees 
leave their jobs. Review of exit interview summaries covering the period 
from 1977 to 1979, revealed six (6) primary reasons why employees leave their 
jobs. Table 9 shows the types and frequency of reasons given. For example, 
low non-competitive salary was the most frequent reason given for why 
employees leave their jobs (reflected in 87 percent of the responses). While 
the least frequent reasons were: poor supervision, uneven workloads and lack 
of opportunities (reflected in 1 percent of the responses). 
The Exit Interview Program ended primarily due to a lack of top 
managerial support and a lack of employee participation. 
Analysis of Interview Schedule Responses 
Interviews were conducted with the Director of Personnel and the seven 
(7) division heads to determine the need for a job enrichment or 
participative management program within the Bureau of Personnel and Human 
Resources. 
Respondents were asked to respond to five (5) questions covering areas 
such as (1) The Performance Evaluation System; (2) the Employee Assistance 
Program (E.A.P.); (3) Levels of Morale and Job Satisfaction; (4) The Exit 
TABLE 9 




(1) Bureau policies 3 2% 
(2) Work Environment 10 8% 
(3) Poor Supervision 1 1% 
(4) Uneven workloads 1 1% 
(5) Low, non-competitive salary 107 87% 
(6) Lack of opportunities for 
advancement. Movement was 





Interview Program; and (5) The Implementation of Flextime and/or Quality 
Circles. (See Appendix D.) 
In response to the question regarding what other measures are used to 
appraise employees, only one division head stated that he had initiated a 
contractual agreement with the employees in his division to further measure 
their performance. According to this respondent, quarterly employee- 
management reviews of contractual goals are made. The rationale for this 
system was that this process, in conjunction with the performance evaluation 
system, provides a more accurate and objective rating of overall employee job 
performance. 
In response to the question regarding the existence of an Employee 
Assistance Program, all respondents stated that at one time the bureau had an 
Employee Assistance Program (E.A.P.). The program was first implemented in 
1976 but was discontinued in 1978. Discontinuation was due primarily to lack 
of top managerial support and insufficient professional staff to handle the 
number and types of employee concerns. Referral was based on either of two 
criteria: (1) referral from supervisors if work performance was unacceptably 
deteriorating, due to internal or external problems; and (2) voluntary 
referral. The E.A.P.'s four main objectives were to: (1) decrease 
absenteeism; (2) decrease tardiness; (3) decrease the need for disciplinary 
action; and lastly (4) increase overall job proficiency and satisfaction. 
Interviewees indicated an awareness of low employee morale. When asked 
to rate the level, using a scale from 1 to 10 (1 being the lowest level and 10 
being the highest), the responses were as follows: three respondents rated 
the level a "3"; four felt that the level rated a "2"; and one rated the level 
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a "5". The reasons offered for the lower rating of "2" and "3" were that: (1) 
employees distrust management and seem to feel justified in doing so; (2) 
employees display low morale, low levels of performance and satisfaction 
because they dislike bureau policies and feel that "politics" rather than 
effort, input and abilities, plays the biggest role in advancement within the 
bureau; and (3) employees feel that they have little opportunity for input 
into bureau policies and decisions and that poor channels of communication 
exist throughout the divisions. 
Though most respondents were better able to give examples rather than 
definitions of job satisfaction, three primary definitions could be gleaned 
from the responses. Job satisfaction was seen as: 
(a) "a sense of devotion to duty and commitment to the proper handling 
of day-to-day responsibilities;" 
(b) "the belief that salary increases and effort is positively related 
to the bureau's performance evaluation system;" and 
(c) "a feeling of accomplishment as a result of having done your best 
and seeing that an equitable relationship between inputs and 
outputs exists in terms of rewards." 
It is apparent that these definitions in general and the third one in 
particular supports process theories such as Locke's and Adam's Equity 
Theory. 
When interviewees were asked the question as to whether or not the 
bureau has conducted exit interviews, the response indicated that in 1977 the 
bureau did indeed conduct exit interviews, but discontinued them in 1979. 
The exit interviews were discontinued for two reasons: (1) since 
participation was voluntary, not enough former employees felt the need to 
participate in this program or to respond to the questionnaires; and (2) the 
lack of top managerial support for the program. 
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When interviewees were asked whether or not they prefer the 
implementation of quality circles or flextime and the perceived advantages 
of their choice, the responses indicated that: six respondents preferred the 
implementation of quality circles (QC's) rather than flextime for the 
bureau. The perceived advantages were that QC's would: (a) improve the 
satisfaction levels and performance within the bureau because of the 
participatory nature of the programs; (b) reduce absenteeism rates and 
tardiness if bureau employees felt that their contributions are recognized 
as important to their respective divisions; (c) reduce conflicts between 
employees and management; and (d) require little or no change in bureau 
structure and its operations. 
One respondent, however, felt that flextime would be more successful in 
improving the morale and performance problems because it would give 
employees more flexibility and control over their work schedules. It was 
also perceived as being the answer to problems of tardiness, absenteeism and 
abuse of sick leave within the bureau. 
Another interviewee preferred the combination of both approaches (QC 
and Flextime) in addressing these problems. 
VI. CONCLUSION 
The primary intent of this degree paper was to analyze the problem of 
low job performance in relation to low job satisfaction within the Bureau of 
Personnel and Human Resources. Qualitative and quantitative research 
methods such as survey research and analysis were used. Instruments of 
measurement were also used such as questionnaires, personal interviews, 
summary reports of past/present programs and reviews of absenteeism and 
turnover rates. In reviewing the literature and conducting interviews it 
became more apparent that the problem of low job performance as a function of 
low job satisfaction was far worse than the researcher had originally 
perceived it to be. Not only was overall dissatisfaction with working 
conditions, work environment and the job itself high (90 percent) but a 
genuine need for more employee input into policy decisions that directly 
affect the employees in their respective divisions was found. Results of the 
questionnaires, in particular, revealed this urgency. 
Absenteeism rates were far too high for the bureau and likewise for 
turnover rates. These percentages have negative monetary and non-monetary 
effects on the bureau, the city and the taxpayer. 
Process theorists, like Vroom and Adams, for instance, support the 
notion that equity in the distribution of rewards does indeed significantly 
impact upon the levels of job satisfaction and performance in organizations. 
The bureau, unfortunately, has no such incentive-reward system for its 
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employees. The bureau does not issue bonuses, certificates of appreciation 
or recognition for outstanding performance and services rendered. An 
employee suggestion program is non-existent in the bureau. 
The bureau also lacks a systematic way of checking absenteeism rates. 
The absences were analyzed by reviewing the individual time sheets of each 
employee over a six month period. Not only was this time-consuming but 
should be revised or modified to make this information more readily 
accessible. This can be done by including this data as a part of the 
managerial information system. 
Similarly, a print-out of all absences that have occurred throughout 
the City of Atlanta for 1984 had to be ordered. This information, reflecting 
what departments, positions and time-periods have been vacated by quarter 
should be made available. This would make the figures more comprehensive in 
their interpretation. 
It is also apparent that the performance evaluation system is not 
meeting its objectives as well as it might. The researcher believes that if 
properly designed, the bureau's performance evaluation system could provide 
top management with powerful tools for improving performance and integrating 
both organizational and employee goals. However, the performance standards 
must be tied to the key result areas of the job, they must reflect the 
recurring problem-solving aspects of the job and must be consistent and fair. 
As a result of the findings of this investigation, the researcher has 
one major criticism with regard to Maslow's hierarchy of needs theory. 
Mas low infers that an individual must satisfy the first level of need within 
the hierarchy before he/she can move on to the next, but the researcher 
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believes that need levels can be satisfied simultaneously and that an 
individual can move from one level to another, not necessarily following 
Maslow's hierarchical order. This belief is based on the responses from both 
the interviews and questionnaires. It was evident that many needs were 
expressed and not necessarily from the first level of hierarchy, on to the 
next level and so on. 
It is the researcher's hope that this paper will not only improve morale 
and performance problems, but: 
(a) open a direct line of communication between top management and 
employees within the bureau; 
(b) identify the major areas of employee discontent and allow for 
direct exchange of information and policies that affect employees; 
and 
(c) isolate those characteristics that make jobs amenable for the 
purpose of implementing alternatives in the future. 
It is believed that these improvements will be reflected in greater work 
efficiency, reduced turnover, increased levels of job commitment, and 
lowered absenteeism and tardiness. 
Subsequently, the paper proposes three ways of bringing about these 
improvements. 
VII. RECOMMENDATIONS 
In order to ameliorate the problem of low job satisfaction, three 
alternative strategies are possible: 
(1) the use of a Job Enrichment program; 
(2) the introduction of Flextime; and 
(3) the use of Quality Circles. 
Job Enrichment 
Job Enrichment (vertical loading) is one strategy for increasing both 
performance and job satisfaction by deliberately redesigning jobs to make 
them more inherently rewarding. It does so by increasing the variety, 
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wholeness and significance of employee job tasks. 
Additional advantages of job enrichment emphasize that this vertical 
loading: 
(a) removes controls while retaining accountability; 
(b) increases the accountability of individuals for their own work; 
(c) grants employees additional authority and responsibility; 
(d) introduces new and more difficult tasks not previously handled; 
and 
^Richard J. Hackman, "A New Strategy for Job Enrichment," Public 
Personnel Management 5 (August 1975), pp. 230-250. 
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(e) provides more room for personal growth, achievement and 
i 41 learning. 
Despite the success of some job enrichment programs, they have 
generally failed where jobs, employees and organizations make it an 
unsuitable solution to motivational problems. Job enrichment is based on the 
assumption that work itself is important to employees and that employees are 
motivated by the nature of their work. This, of course, is an assumption 
that is not warranted for all employees. Even where it does apply, there are 
serious problems in implementing job enrichment in public jurisdictions. 
Most classification systems will limit job enrichment to the framework 
provided by existing classifications. In addition to these disadvantages, 
unions and public employee associations, not suprisingly, object that the 
effect of job enrichment is to increase the workload, whereas the more 
42 
desirable step from their perspective is to increase the work force. 
Job enrichment, which began with the pioneering efforts of Herzberg, 
was originally intended as a means to increase motivation and job 
satisfaction. Because of the limits of the general approach in motivating 
employees and because of the additional constraints imposed by the 
classification systems, job enrichment has had few applications in the 
. . . 43 
public sector. 
41Ibid., p. 232. 
42 
Dennis L. Dresang, Public Personnel Management and Public Policy 
(Boston: Little, Brown and Company, 1984), p. 144. 
43 
Ibid., p. 145. 
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Flextime 
Flextime is a major new development in employment policy. This work 
schedule innovation, introduced in Munich, Germany in 1967, was first used in 
the United States in 1970.^ By 1977, an estimated 13 percent of all United 
States organizations were using this approach or roughly 6 percent of the 
45 
workforce. 
Under flextime, employees choose their working hours, thereby 
coordinating their own work schedules within certain limits set by the 
particular organization. Usually, the organization establishes core hours 
with a flexible band at both ends of the working day. The only requirements 
of flextime are that: (1) the employee be present during the core periods; 
and (2) employees account for the total number of required hours each day. 
Proponents suggest that flextime: (a) alleviates rush hour traffic 
congestion; (b) improves productivity and employee morale; and (3) allows 
employees flexibility to conduct personal matters and expands fulltime work 
opportunities for housewives, students, etc.^ 
Opponents, on the other hand, suggest that flextime: (a) increases 
energy costs by requiring facilities to remain operational for longer 
periods each day; (b) makes conformity to wage and hour laws difficult; and 
47 
(c) can affect employee scheduling and supervision. 
^Ibid., p. 146. 
45 
U.S. Bureau of Labor Statistics, Special Flextime Reports, 1977 
(Washington, D.C.: Government Printing Office, 1977), p. 62. 
^Ibid., p. 63. 
47 Ibid. 
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With regard to rates of absenteeism within the bureau, flextime would 
prove a viable alternative to consider however, because employees could 
attend to personal affairs without using sick leave time and could still 
complete a full work day. Flextime is not a management panacea, but seems to 
give employees more control over their work lives. 
Quality Circles 
A third approach is the use of Quality Circles. Quality Circles were 
first introduced in the United States but first implemented extensively in 
Japan in 1962. Quality Circles are processes for voluntarily involving 
workers at all levels in any organization in decisions and problem-solving in 
their workplace that will contribute to better quality and more productive 
work. However, quality circles are not panaceas for solving all of an 
organization's quality of worklife problems. They can, however, be of 
significant value in increasing morale, enriching jobs, motivating people 
and increasing quality of work life. 
By realistically setting goals with workers and providing them with 
regular feedback, the performance of a group of employees can be increased by 
15 percent to 18 percent. Performance levels can be increased by 10 percent 
to 12 percent by enriching employees' jobs. In addition, the combination of 
incentive programs with employee participation programs such as quality 
48 
circles can result in performance increases of 20 percent to 50 percent. 
48 
James L. Mercer, "Quality Circles: Productivity Improvement 
Processes," Symposium Paper (New York: AMACOM, 1982), p. 18. 
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Advantages cited include improvements in quality and cost awareness, 
improvements in job satisfaction and job performance, improvements in 
channels of communication and reductions in management conflicts. 
Disadvantages include the perception of management manipulation and poor 
management response to "quality circle" recommendations. 
If local governments are to be effective in the management of human 
resources during the 1980's and 1990's, archaic attitudes need to be changed 
and behavior at all levels of the organization may need to be modified. The 
most important single element in any plan to improve local government is the 
commitment of top management. If performance is to be improved on a 
consistent and long term basis, then local government must commit itself to a 
clearly defined goal. 
A Quality Circle Model for the Bureau of Personnel and Human Resources 
There are at least five elements of any good quality circles program, 
depending on the level of sophistication of the organization contemplating 
such a program. A Quality Circle Model consisting of five elements is 
proposed. Figure 3 shows the following five elements: 
(1) Circle Members 
(2) Circle Leaders 
(3) Facilitators 
(4) A Steering Committee 
(5) Non-bureau Members 
FIGURE 3 
TYPICAL QUALITY CIRCLE ORGANIZATION 
Source : Hanley, Joseph, "Our Experience with Quality Circles 





The Circle would consist of two (2) to five (5) employee volunteers, 
either from the same division and/or with diverse functions, who would meet 
regularly (e.g., bi-weekly) to identify, solve and implement solutions to 
problems affecting the bureau. 
A Circle Leader 
This person would be a leader either elected by the circle members 
themselves or appointed by management. The circle leader would be 
responsible for the operation of the quality circles program and for the 
continuous training of circle members. The leader would be trained (perhaps 
by the Employee Development and Training Division) in various elements of 
leadership and would work closely with the facilitator. 
A Facilitator 
The facilitator would either be an in-house training officer or a staff 
person who has been charged with the responsibility for the quality circles 
program facilitation role. The facilitator would be responsible for: (a) 
quality circles program operation (b) working with the steering committee to 
receive their policy direction and keep them informed of circle progress; (c) 
training circle members and leaders; (d) coordinating circle operations; and 
(e) maintaining records of projects, meetings and other circle activities. 
A Steering Committee 
This committee would consist of approximately eight (8) employees, 
established for the purpose of providing overall policy guidance to the 
quality circles program. It would consist of some representatives drawn from 
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the circle itself. This committee would also be responsible for providing 
resources to the program, the facilitator and circle members themselves and 
would meet regularly with the facilitator to keep track of circle progress. 
The representatives of the steering committee would also attend presen¬ 
tations when circle members are proposing solutions to work problems. 
Non-Bureau Members 
This group would consist of any individuals from other bureaus or 
outside agencies, who would be responsible for advising the circle on 
technical matters. For instance, it may consist of Library Assistants who 
could conduct literature searches for the circle; industrial engineers who 
could advise the circle on technical matters; purchasing personnel who could 
provide quotas or other equipment, material or supply information for the 
circle. This group would be extremely important to the success of the 
quality circles program and would need to be kept informed on circle 
operations and activities. 
The Implementation of Quality Circles in the 
Bureau of Personnel and Human Resources 
The implementation of Quality Circles within the bureau would involve 
fifteen elements or phases. 
(1) The Commitment of Top Management 
(2) Setting Goals 
(3) Developing A Plan 
(4) Establishment of a Quality Circle Organization 
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(5) Training Participants and Leaders 
(6) Identifying Problems 
(7) Ranking Problems 
(8) Selecting or Selection of Problems 
(9) Analysis of Problems 
(10) Developing Solutions 
(11) Conducting Management Presentations 
(12) Review by Management 
(13) Accepting or Rejecting Solutions 
(14) Implementing Solutions 
(15) Evaluation of the Program 
Top Management Commitment 
The comnitment of management to allow employees to participate in 
decisions that affect them must be communicated throughout the bureau. This 
does not mean, however, that the decision-making process is abdicated to the 
employees. 
Setting Goals 
Overall strategy goals would be established with the involvement of all 
levels of management within the bureau and employees in the organizational 
hierarchy. In order to be effective, these goals must be agreed upon at all 
levels within the bureau. 
Developing A Plan 
This would be a general plan of how the quality circles program would 
operate and would interact to "fit" with the rest of the bureau. This would 
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represent a blue-print of steps to be taken in developing the program and 
would include checkpoints to measure the progress and provide feedback to the 
division heads, for instance. 
Establishment of a Quality Circle Organization 
This quality circles organization would consist of five elements to 
include circle members, circle leaders, a facilitator, a steering committee 
and non-bureau members. A pilot program in one division or department and 
gradually expanding it to other areas is suggested. 
Training Participants and Leaders 
This may be the most important of the implementation steps in the QC 
program. To be successful, QC training would be continuous. All 
participants would be taught overall concepts of the program. The steering 
committee, facilitator, circle members and leaders would be taught methods 
of group problem-identification, prioritization, and solution implemen¬ 
tation. The training would be conducted regularly in order to be effective. 
Identifying Problems 
Various techniques such as brainstorming or other group process 
techniques would be used by the circle to identify problems. After 
considerable experience has been developed within the circle, use of 
slightly more sophisticated processes such as "Nominal Grouping" may be 
49 
used. The problem-identification process would concentrate on those 
49 
James L. Mercer and Susan W. Woolston, "Setting Priorities: Three 
Techniques for Better Decision Making," MIS Report (March 1980), p. 34. 
Nominal Grouping Technique is a special purpose technique useful in 
situations where individual judgments need to be tapped and creative 
decision-making needs to be shaped. 
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significant problems affecting the quality of work and performance. Each 
circle member would be responsible for the overall functioning and progress 
of the circle: therefore, teamwork is important. 
Ranking Problems 
Techniques such as Nominal Group Technique (NGT) would be used to rank 
the importance of problems. With this technique, circle members would be 
asked to select privately a specified number of the "most important" ideas. 
The members would then be asked to rank them (i.e., most important, least 
important, etc.). This step would take 15-20 minutes and is the critical 
step in that it shapes closure, group consensus, and eventually commitment to 
action. 
Selecting Problem 
Members of the quality circle would select the problem they wished to 
work on. However, personnel, grievances, wages, salary, fringe benefits and 
similar problems should be avoided. 
Analyzing Problems 
This is the major area where the training received by circle members 
would payoff. Various methods such as the use of cause and effect diagrams 
would be used to analyze the problem and clearly determine its cause(s).^® 
analysts, consultants, etc. would be of significant value as sources of The 
non-bureau members such as industrial engineers, statisticians, systems 
"^Ibid., p. 35. Cause and Effect diagrams are sometimes called 4M 
Analyses-Manpower, Machines, Methods, and Materials. 
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expert advice to the quality circle members. Also literature searches can be 
requested from outside specialists such as librarians or data specialists. 
Developing Solutions 
Enough detail would need to be developed about the proposed solution by 
circle members, so that they could present the proposal to management. 
Conducting Management Presentations 
A selected member of the circle would make the presentation to 
management, describing the problem and its proposed solution. Various 
audio-visual techniques would be used such as flip-charts, chalk boards, 
view-graphs, slides, etc. The presentation would consist of identifying the 
problem, possible solution and a recommended solution. 
Review By Management 
This period would last about two (2) weeks, but is dependent on local 
needs. It would give management a chance to review the problem, proposed 
solution(s) and to consider alternative courses of action. 
Accepting or Rejecting Solutions 
At this point management would reach a decision to either implement the 
solution or reject it. The decision would be communicated to the circle via 
the circle leader. If the decision is to somehow reject the solution, it is 




If the decision is to implement the solution, then management must hold 
the circle accountable for implementation and must also provide the 
appropriate resources for implementation to the circle. 
Evaluation of the Program 
If the program is properly developed, then this step would be relatively 
easy to accomplish. The basic idea is to build checkpoints into the program 
and evaluate actual accomplishments. Evaluation is very important to the 
success of a quality circle program. If employees, for instance, know that 
they are being evaluated, that knowledge in itself would place enough 
emphasis on the work of the group that the group's performance would be 
significantly improved.^ 
Time and Cost Considerations 
It is important to make a substantial enough management commitment to 
the implementation of a Quality Circles Program so that it has time to grow 
and prove its value in improving quality and/or performance in the bureau. 
The City of Dallas, Texas, as an example, has made at least a three year 
connnitment to the development and operation of their QC program. Most 
organizations that have implemented QC's are of the opinion that at least six 
months are required before positive results from the circles begin to be 
seen. After 2-3 years of successful operation, cost/benefit ratios of as 
"^Mercer, "Quality Circles: Productivity Improvement Processes," p. 39. 
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much as 1 to 5 or 1 to 8 have been documented by QC users, indicating very 
successful programs. 
The cost of a quality circles program can range from a few thousand to 
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several hundred dollars. If the bureau, however, uses its own resources, 
it will undoubtedly be cost efficient to implement Quality Circles. 
As noted, one interview respondent suggested the implementation of both 
flextime and quality circles in addressing the satisfaction and performance 
problems throughout the bureau. The researcher believes that the 
combination of the two approaches would not be feasible for two reasons: (1) 
system abuse, especially in the case of flextime; and (2) problems in 
implementing, measuring and monitoring the success of both programs might 
occur if they were to be introduced simultaneously. The bureau certainly 
does not need to spend much time with this recommendation because too little 
time would be devoted to the day-to-day functioning of the divisions. 
The cry for equity in the distribution of rewards, policies, 
improvements in the quality of work life, cost/benefit considerations and 
employee contribution in the decision-making process are all reasons why the 
choice for this paper is Quality Circles as the most feasible and likely to 
impact positively on the problems that exist throughout the Bureau of 







COVER LETTER AND QUESTIONNAIRE ADMINISTERED TO BUREAU EMPLOYEES 
CITY OF ATLANTA 
CITY HALL ANNEX — 260 CENTRAL AVE., S.W 
ATLANTA, GEORGIA 30335 





CLARA H. AXAM 
Commissioner 
February 14, 1985 BUREAU OF PERSONNEL AND HUMAN RESOURCES 
LILLIE R. HUGHES 
Director 
Dear Employee, 
I am a Graduate Intern (Personnel Analyst) in the Recruitment 
Division. This is not a test but simply an opinion survey 
to determine whether a need exists to implement some type 
of job enrichment program within the Bureau of Personnel and 
Human Resources. I£ so, I am interested in determining what 
programs would be most beneficial to you. 
Your identity will remain anonymous, and all responses will 
be kept confidential. I can assure you that your participation 
will in no way jeopardize your job standing. 
Please return all questionnaires by Friday, February 15th, 
to Ms. LaVerne Hunter, Recruitment Division or call 658-6164 
for pick-up service. 








Either a pencil or pen may be used to complete this questionnaire. Most 
of the questions may be answered simply by placing an (X) in the 
appropriate box. However, you may write in additional comments whenever 
yo\i wish to do so. 
SECTION 2• Supervision 
(1) For each of the statements below, please indicate the extent to 
which you agree or disagree by checking whether you Strongly Agree; 
Mildly Agree; Mildly Disagree, or Strongly Disagree. 
SA 
(a) My supervisor adheres to the 
same rules and regulations 
regarding lunch times, breaks 
e t c. , as I do. ( ) 
(b) My supervisor always explains 
bureau policies, and organizational 
changes to me. ( ) 
(c) The workload is evenly distributed 
throughout my division. ( ) 
(d) My supervisor encourages employee 
suggestions, input and opinions. ( ) 
(e) My supervisor allows me to take 
advantage of any training courses 
given by Employee Development ( ) 
MA MD SD 
( ) ( ) ( ) 
( ) ( ) ( ) 
( ) ( ) ( ) 
( ) ( ) ( ) 
( ) ( ) ( ) 
SECTION I_I : Work Environment 
2. Please check as many boxes as applicable. 
(a) My work schedule is.... ( ) Satisfactory 
( ) Too Long 
( ) Inflexible 
( ) Inconvenient 
( ) Other (Please Specify) 
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(b) The bureau provides lunch and ( ) Not Long Enough 
break periods that are.... ( ) Adequa t e 
( ) Satisfact orv 
( ) Below Satisfactory 
( ) Other (Please Specify) 
(c) Free hot/cold beverages are ( ) Of t en 
( ) Se1dom 
space for division employees. ( ) Never 
( ) Occa siona1ly 
( ) Other (Please Specify) 
(d) My work environment is. ( ) Clean 
( ) Safe 
( ) To 1erab1e 
( ) Unsatis factory 
( ) Other (Please Specify) 
SECTION III (E) Excellent (VG) Very I Sood (A) Average (P) Poor 
3. Using the scale above, please rate the following job factors as they 
relate to your current position, by filling in the appropriate 
symbol in the space provided. 
(a) Job Security 
(b) Opportunity For Advancement  _ 
(c) Wages/Sa 1 ry     
(d) Working Conditions(excluding hrs.)      _ 
(e) Benefits (Medical, dental; i.e.) 
(f) Relationship with co-workers 
(g) Work load 
(h) Quality of Supervision 
(i) Relationship with your supervisor 
(j) Bureau Policies & Administration 
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SECTION IV: Place an (X) in the appropriate space provided. 
(a) Do you drive to work?  yes;  no. 
If no what node of transportation do you use?  bus; 
carpool; other (please specify). 
(b) Are you ever late to work?   yes;  no. 
If yes, how often on the average?  per wk.   
If yes, usually what are your reasons for being late? 
traffic conditions 
personal business; i.e., appointments 
illness 
1aziness 
other, (please specify) 
(c) What is your current work schedule?  8:15 a.m. - 5:00 p.n. 
 9:00 a.m. - 5:00 p.m. 
Later (specify time) 
Earlier (specify time) 
  Other (specify time) 
(d) If given an option, would you 
prefer an alternate schedule to _  Yes 
your present schedule?  No 
train 
per mo. 
SECTION V: Personal Information 
(5) Check one response only for each question. 
(a) Age: 18 or below 
19 - 25 
26-35 
36 - 45   
Over 46 
(b) Race : Caucasian 
Black 
Hispanic 













More than 3  
In one or two sentence(s) sum up how you feel about your job. Is it 
satisfying? Are there areas that need improvement, etc.? 
APPENDIX B 




CITY OF ATLANTA 
PERFORMANCE EVALUATION REPORT 
Employee's Name Employee's Payroll Title Social Security Number 
Bureau/Of fice Department Position Number 
Time in Present Classification 
Years Months 
Period of Job Performance Evaluated 
Fro : To: 
Period of time Evaluator has supervised Employee: 
From: To: 















































































OUTSTANDING - Almost always does far better than the job requires. 
HIGHLY SATISFACTORY — Very often performs noticeably more or better work than is required. 
SATISFACTORY — Fully competent employee: does what is required in the position. 
MARGINAL — Minimally satisfactory: employee could attempt some improvement. 
REQUIRES IMPROVEMENT - Performance unsatisfactory but may improve within a reasonable time. 
INSUFFICIENT — Consistent inability or unwillingness to perform satisfactorily. 
IF ANY ITEM IS NOT APPLICABLE TO THE PERSON RATED, OMIT THAT ITEM AND NOTE "N/A" 
N/A 
ATTENDANCE -To what extent is employee at work regularly? 
PUNCTUALITY —To what extent does employee report to work on time? 
USE OF TIME -Does employee work steadily, refrain from wasting time? 
INITIATIVE —Does employee take needed action without waiting to be told? 
JUDGEMENT —Are the decisions the employee makes sound decisions? 
COOPERATION -Does employee assist coworkers needing help, avoid quarrels? 
REPORTING -Does employee inform you of work progress, problems that arise? 
RELIABILITY —Does employee complete assignments without excessive supervision? 
JOB KNOWLEDGE -Does employee know what to do and how to do it (without assistance)? 
WORK QUANTITY -How much work does employee accomplish compared to the amount required? 
WORK QUALITY — Is employee's work usually accurate and complete? 
(Evaluate factors below or additional factors IF any apply to the employee's responsibilities! 
LEADERSHIP -Does employee obtain satisfactory performance from subordinates? 
PLANNING -Does employee set appropriate goals, establish priorities, anticipate future needs? 
ORGANIZING -Delegates responsibility and authority effectively: avoids coordination problems? 
DIRECTING • -Keeps subordinates informed of work plans, procedures and changes? 
FOLLOW-UP -Ensures that subordinates complete assignments accurately and on time? 
FLEXIBILITY -Does employee change to meet changing requirements of the job? 
ACCOUNTABILITY -Does employee accept full responsibility for all aspects of assignments? 
Equal Employment 
Opportunity -Ensures that affirmative EEO actions are taken in 
all appropriate aspects of employment? 
CITY OF ATLANTA - BUREAU OF PERSONNEL & HUMAN RESOURCES 
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APPENDIX C 
PERFORMANCE EVALUATION REPORT 
If the employee's overall job performance is greater than (or less than) satisfactory, state specifically what the employee does, or 
fails to do, which results in this evaluation. Cite specific examples you recall. 
What specific actions are planned to improve performance? What is the time schedule for accomplishment? 
SUPERVISOR'S OVERALL EVALUATION 
I have supervised this employee for approximately years, months. 
DURING THE PAST MONTHS, THIS EMPLOYEE'S OVERALL JOB PERFORMANCE HAS BEEN: 





CD HIGHLY SATISFACTORY 
Supervisor's Signature Payroll Title Date 
STATEMENT OF SUPERVISOR'S SUPERIOR 
1 have reviewed this evaluation report with the employee's supervisor, and 1 concur with the overall evaluation. 
Signature of Supervisor's Superior Payroll Title Date 
STATEMENT OF EMPLOYEE 
My Supervisor has CD (has not CD ) explained this evaluation to me. 
CD I wish to discuss this evaluation with my supervisor's superior. (Optional) I have the following comments or suggestions: 
CD Request extension of Employee's 
probationary period. 
Employee's signature (Does not necessarily indicate agreement) Date 
Signature of Bureau/Office Director Gate 
Signature of Department Commissioner Date 
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CITY OF ATLANTA 
CAREERS IN GOVERNMENT 
EQUAL OPPORTUNITY/AFFIRMATIVE ACTION EMPLOYER 
Personnel Analyst 
(Graduate Intern) 
Salary: Non-Paid Minimum Internship Time Period: Six Months 
DUTIES AND RESPONSIBILITIES: This person performs all personnel-related functions 
in the Recruitment Division; develops Recruitment Resource File to meet recruiting 
needs; visits colleges/universities to recruit professional and technical per¬ 
sonnel; assists in refining the implementation of the Mailing List Data Entry 
system; performs research and analysis of current referral/advertisement resources; 
compiles turn-over statistics; prepares recruitment literature and assists the 
Recruitment Manager in special research projects. 
MINIMUM RERQUIREMENTS: Persons applying must be pursuing a master's/doctoral 
degree in public administration or related field from an accredited college/univer¬ 
sity and must have at least six (6) months of progressively responsible personnel 
administration experience; including knowledge of recruitment, selection, eval¬ 
uation and training procedures. 
4-23-85 
93211 Supplement 
Send resumes to the attention of Ms. Mary Ann Johnson, Recruitment Manager. 
APPLY AT : CITY HALL ANNEX, 260 Central Avenue, S.W., Atlanta, Georgia 30335 
BUREAU OF PERSONNEL AND HUMAN RESOURCES Phone: 658-6161 
APPENDIX D 
INTERVIEW SCHEDULE AND INTERVIEW OBSERVATIONS 
INTERVIEW SCHEDULE 
This interview will be conducted primarily to determine whether there exists 
a need to implement some type of job enrichment or participative management 
program within the Bureau of Personnel and Human Resources. 
The questions have been designed to offer maximum flexibility in your 
responses. Your identity will not be revealed and I can assure you that your 
responses will in no way jeopardize your job standing. 
Thank you in advance for your cooperation. 
La Verne J. Hunter 





1. How often are performance appraisals conducted within the bureau and 
are there any other approaches used by either the bureau or your 
division to measure job performance? 
2. Does the bureau have any type of employee assistance program? If so, 
when was it implemented? What are its objectives and criteria for 
referral? 
3. On a scale from 1 to 10 (one being the lowest and ten being the highest) 
rate the level of employee morale as you have observed it to be. What 
are the reasons for your rating? What can the bureau or your division 
do to increase the level of morale? Give your definition of the concept 
"job satisfaction". 
4. Does the bureau conduct exit interviews? If so, what are some of the 
reasons given by employees for leaving their jobs? 
5. Which of the two programs would you like to see implemented within the 
bureau? (1) Quality Circles or (2) Flextime. What do you perceive to 
be the advantages of such a program for the bureau or your division? 
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INTERVIEW OBSERVATIONS 
Five interviewees were concerned about their identities being revealed 
and that this paper would be too widely circluated thus jeopardizing their 
job standing, even though anonymity and confidentiality were assured. 
One interviewee wanted to know the responses of other interviewees. 
Six interviewees showed genuine concern over the lack of incentive 
programs within the bureau, the lack of input on the part of its employees, 
and the performance levels of their respective divisions. 
Two interviewees felt apprehensive and anxious over the types of 
questions asked and communicated this after the interview. The most 
unnerving question seemed to be Question 3, which asks "Rate the level of 
morale as you observe it to be and give reasons for your rating." 
Two interviewees felt that the hierarchy that exists in the bureau is 
necessary and practical in maintaining control over subordinates, in 
creating some semblance of order in terms of channels of directives and in 
securing management rights. 
These observations positively impact on the data collected via the 
interview. Inspite of the apprehension communicated by at least two 
respondents, for the most part, the responses reflect: (a) awareness that the 
problems of low job satisfaction, performance and low morale exist; (b) some 
indication of the (perceived) extent to which these problems exist; and (c) a 
genuine interest for the implementation of programs that will not only 
address these problems but will increase employee input into the decision¬ 
making process within the bureau. 
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